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ABSTRACT 

Rational decision making by leaders in high^ 
education ^nd similar institutions suffers from both a lack or\^ 
relevant data and the failure to use data when it is available. Th^ 
purpose of this paper is to describe a process which when applied 
seems to facilitate the rational decision making processes of an 
institution's leadership. The process will get data into 
administrative thinking and decision making discussions. It enables 
the majority of persons serving in leadership positions to function 
as leaders. Basically, the process is not simply one of gathering 
data and reporting it to a body of decision makers. Rather, it 
involves the decision makers in the process of obtaining and 
utilizing appropriate information and influences their thinking 
processes. The process then is formative as^ well as summative. The 
process is called a diagnostic review and self-study. The diagnostic 
review and self-study was developed expressly^ to meet the needs of 
voluntary organizations in periods of special crisis and decision as 
well as to facilitate a process of ongoing planning and decision 
making. (Author) 
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FACILITATING LKAPKli;;!!!!': A UHOADKH LOOK AT 
us DEPARTMENT OF HEALTH, DATA m^Kl^ T NTKUV KNT lONr^ ^ 

EDUCATION 4 WEl.f ARE 
NATIONAL INSTtTUTE OF 

. EDUCATION , 

THIS OCCU»VCeNT MAS BEEN REPRO Dy 
DUCECV..EXACTLY AS RECEIVED F ROW 
THE PERSON OR OROANlZAflON ORIGIN 

ATlNOlT POINTS OF VIEW OR OPINIONS , I < • "I 

STATED DO NOT NECESSARILY REPRE lAK'aT W. MltlK 

SENT OFf ICIAL NATIONAL INSTITUTE OF . . n n\ 

EDUCATION POSITION OR POLICY \ l\C U 11 I V t' 1 1 I l,y 01 U'XMil, 

R'ltional deciiuon makiiii^ l\y lcad(>ri; in higher education and in*ml]ar in:Hitution[ 
suffert^ from both a lack of relevant data and tlib failure to ur>e data when it is 

ICS 

available. The purpose of this paper is to describe a process which when applied 

o 



seems to facilitate the rational decision making processes of an inst itutioh* s 
leadership. The process will get data into administrative thinking and decision 
making discussions. It enables the majority of persons serving in leadership 
positions to function as leaders. Basi ally, the procejni it^ not ;umply one of 
gathering data and reportirig it to a body of decision inakerr.. Rather, it involves 
the decision makers in the process of obtaining and utilizing appropriate infor- 
mation and influences their thinking processes. The process then is formative as 
well as summative. The process is called a diagnostic review and self-study. The 
diagnostic review and self-study was developed expressly to meet the needs of 
voluntary organizations in periods of special crisis and decision as well as to 
facilitate a process of ongoing planning and decision making. 

What It Is 

The diagnostic review and :>eLf-study is a concentrated, comprehensive, 
professionai analysis demanding full jtaff involvement, written diagnosli.; and 
recommenda^^ >ni^, and tiie d(^voLopment of organi::ational development :;kills in the 
ranks of all persons involved. Lt was developed for use with voluntary organizations 
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paper presented at the r.ymposium, "Organizational Development (OP) 'Inter- 
^ vcnlions in Educational Organizations,'* Di^^ision A, Administration, during the 
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and h'i;'- .a biiiri.-lii bia.r In \':\v^>\' r^^^f^'ii .;,Y:^trm:. i.tirDry ur what I like^^ to cnll 
open i.?yt^temLi thoorv. 

The nia[^noL?tio llovirvi Mrnw:r t)n variv)U;:' !n:nian(^in«^t\t inodelj? and tecl"uii(iuerj, 
and take:; into account the peculJar ii.ynainLc:i; of voluntary, nonprofit ornanizations, 
such a« the higher need of voliinU'or-baiJt'd ornani:;alions to maintain involvement, 
consent, and ncnoe of purpose, and, at the same t:me,' to integrate these with the 
businetss side of the enterprise. The om-ront GociaJ. and financial pressures on 
non-profit organisations are taken into account as well. 

The Review is designed for organisations engaged in community action, religious, 
charitable, welfare, and youth work. The diagnostic approach is equally applicable 
to neighborhood, metropolitan, regional, and national units, ranging in size from 
large urban or national organii-ations to relatively small churches, agencies, and 
neighborhood organi::ations. 

In Periods of Special Crisis and Decision 

The Diagnostic Review is designed for specific points in the life of a 
voluntary organization which involve major turning points and moments of organi- 
zational soul-searching. The review is designed to provide quick, comprehensive 
f 

knowledge at these crucial moments of crisis and opportunity Y This knowledge will 

I \ 
assist and guide a major group in the organization when the group has an acute 

sense of urgency. This urgency may come from: 

. - a sense of unrealized potential ^ 

- mounting deficits, approaching fiscal insolvency 

- conflicts in the organization about its future 

- an increasing dissatisfaction with drift and inaction 

- staff or lay morale 

- major changes in the organization's environment 

- declining participation or appeal of standard programs 



" the liesire of ik»w lay or :i iil-w cwculivc' (o.f% new cLorf^y, 

now provident) lo take now approat'ht\i' 

^ * liow Doo:j It Work? 

A ConoontrM tog, CompriMir:u:!.veT ri'ol\.\r^;ioii't.L AivdJyc.ii^ 

Concentrated: The anaiycit^ takes abuut a month to complete from the- time a 
contract is i)if;ned to delivery and di^cujGion of a final written report 
(this insuroi.-^ no loss of momentum and no losi: in the timelines:: of the 
recommendations ). 

Gomprelienslvo: The analysis takes a systems approach, looking at all factors ^ 
and bringing them together: organi ^ralionai goals, personal values, finances 
social issues, organizational traditions and structures, community relations 
facilities, personnel. The approach techni^cal, yet eclectic, drawing 
on various professions, technical spt^claltio/., and organir>ational models. 
It uses extensive experience with similar organiz^ations to bring perspective 
to the. problems of a particular organir.ation. 

Professional: The analysis exhibits* the highest standards of research and 

..•onsultation^in regard to expertise, confidentiality, accuracy, and thorough 

With Your Full Giaff Involvement 

By involving the. organi:;atioTis power iy<)up and representatives of all 
constituent groups^ ti.e Diagnostic R(;viGw provid-^s high expertise to facllitatQ 
(not detx^act from) the parti clp.'t t ion 'nid r.oniK) of responsibility of the loaders, 
members, and constituents of the (;rgani 'nation. It Is designed to help leaders 
lead. These persons are interviewed in depth. The reports and recommendations 
are pre{)ared in consultation with them, and are followed up by full and open 
discussion. The approach recognh'.es each orgfinization as having an imiate 



intellin^Mico \vLtj4^^ it.self tiial, wh^^ri T-um 1 I Uxl , will uientiry ita (m\ real 
noedi^ and j^n'mil'irly tvvoal the hvnl -ipprn^i^^h t,oward fulfLi]irfT ,thom.. The Diagnos- 
tic Revlow ';wui i>r lf-i;tudy Gimply rovtvii's th^v kiiowlodca and crystal i i tho 
motivation hitont in the ornani :*,ation, Uvnii and opinions of all rolovant groups 
are accurately reported. The contract inoluder, oxtenriivQ pre-^:tudy plamung and 
follow-up consultation after the study is .'ompleted. When dealing with local 
units of national organizations, it is often desirable for a knowledgeable scaff 
member (e.g., from a district of regional office) to join the external consultant 
in conducting the study. The internal peo])le Implement all action plans. If 
they need training in processes like team building, the consultant a train them 
to do so. Under no conditions do the consultants up stage the existing leadership 
structures. 

And Written Diagnosis and Recommendations 

Tho niannoius is U do tailed do:?cription of tho .pi^oB'Iems and potentials of 
the organi:.:ation as viewed by the, consultants, drawing on interviews, site visits, 
community consultation, observations of meetings and evonts, survey of records 
and documents. In addition to the i^onsul tant * s views, the data from people in 
and outside the organir,ation is reported (anonymously) in detail. The report 
includes extensive documentation (reportc, statistics, etc.) in the appendices. 

The Kucommendations are based on cyc^temc approach, getting together the 
vari(ni factors and r(?loai;iivT the potfMitial of your particular^ organisation. 
Drp<^^^din^^ <'n tlio Diagnosis, Vr.vOTu^nda tion:i might include: 

- long-iVirigo, plaruiln^-t processes 

- new program priorities 

- new location and facilities 

- fiscal management systems and acti(Mis 

- persorin(4 changes and staff rrnr/;'in I /.n tion 



- rooniaiiV'''^ tion I. he/ I'ly -.icii.' Lur^ ■ 

- approachoii to no\s c^oiuM iuoiieu-fi 

- public relations; 'ind promolioivil activitie:j 

- fund rai^jiiig methods and targets 

r 

- market and community surveys 

- mergers and inter-agency iinkares 

There is also the slight chance- ihat the Diagnostic Review might recommend that 

no action be taken or that the organiiiation consider a planned end to its existence. 

Some Organizational Outcomes 
The Goal of Organizational Diagnosis 

Careful, in-depth interviews with people belonging to groups crucial to 
the organization's well-beiiig (staff, governing board, clients or consumers, etc.) 
result in a detailed description of the problems and potentials of the organisation. 
The kiagOC^^is gives leadership a quick and impartial assessment of the "state of 
the organization-" Also, as previously noted, the interview process itself 
facilitates a sense of participation and responsibility by clients, members, and 
leaders of the organization in developing^. the diagnosis. 
Leadership Education and Training 

The diagnostic review often leads xo experience-based workshops and seminars 
for the leadership group. Among these, workshops are those which deal with: 

- Concepts of "open system" management i 

- Value Resolutions (methods of resolving value differences) 

- Initiating the Organisation Renewal Process (ITORP) 

- Determining Organisational Objec^ives 

- Te?im Development 

- Creativity 



- .Adnunii.>l ra{,ii)n b;y Obj^H'tivt^ij; 

- C(>iit'Iiot M'ui.'u^^meul. and hoiJoJution 

- Conununica tioiiJ 'rx'alnin^ 

- rrv'>blom«-rHilvuin 

- "In-Bat3ket/' Aiia]y£3is 

- Women In Leadership 

- Internal Consulting Skills 

- Career Path Planning 
Developmental Research 

The Review is also action-oriented research. It applies data obtained in the 
context of established theory and is utilized in an organization's day-to-day operations. 
Planning 

Working with an organization's soaff, consultants establish 3n ongoing 
process that will help the organisation's leadership answer, at any time, six basic 
questions: 

1. Where are we now? (current situation) * 

J, Whore do we want to go? (goals and objectives) 

3. How do we expect to get there? (strategies and policies) 

4. What organi::ational structures are needed? (task force or single leader) 
'j. Who is goixii: to pay? (source of funds) 

h, Jfow will we know when vic'va arrived? (evaluation plan) 
L(.'ader:.hi p A;;.':e:;>^;nicr^t ' ' 

An oxcoUcnt altenritlvo t(; [j.'iyciiologicai testing, maivagement assessment 
uses simulations and situational testing to assure the choice of the best available 
person for critical management positions. Consultants will conduct the assessment 
or design a program for the orgfinization* s own use. 
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Job KiH'i vMiru-Mt 

Wori»l!ir with Ihc oPfTimi' :i ! i^mi' ' 1* r;;h i p» roiii^ul Lnntij df^V(»lf>[> w^y;; i.o 
lielp c"Ach ycw'^on onru'ii hi:i VA»rk ; iUnii-p., II i*;- Lhroiurh a;;;ni![ij)ti«)n t^f more 
rot'porRiiDil il.y Uial many pcvr.owr; r/Aiu an i !i<'rra;:<Mi iumk^o of aocumpl r:;lun(MiU A 
souGc of ao^N^mplirlinunii hao pr'ovrii b*- Liu* r.lroiuTor.t ,and mojt laj^tin/r motivator 
with the key per^^ons in the leaderr.hip p'.ru(!t.ure,^ 

How Do V/e Develop >^ WcrKiii/r Helaoionr^hip? 

The external conf>ultant oonferj^ with a iaaff group to develop a statement 
of the ways in which different services, may help i:atisfy those needc, A joint 
analysis of these possibilities produces a tentative plan for action. 

On this basis, a "Working Agreement" is prepared. This defines the services 
to be performed; the consulting relationship; whatever specific objectives for 
projecLs or programs that can be identified a?t this point; the time period for 
which consultants will serve; and the cost for the services covered in the 
agreement • 

The "Working Agreement" will appori/Lon the services desired into a series 
of steps. Kaeh step has a task analysis and related performance objectives. 
Th€X "V/orking Agreement" is joinxly reviewed. Only client satisfaction with a 
completed step will open ohe door for the .-succeeding step or steps. 

The final "Working Agreement" as modified and approved by both parties 
serves^ as the contract for the consulting relationship. Whatever the specific 
terms of the Working Agreement finally roa.!hed, the consultant's objective is 
to fosLer the client-consultant relationship with: 

- joint evaluation and revision of plans 

« an increasing awareness of the client organization and its needs 

- open and effective consultant-to-client comniunications 
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- c'oii- iiuuiuT devclopmoiil oT :i I Limmim i,Ivi\;; and pcKvnl)!*^ wulu 1 1 on.':' to rjf)0cific 

- operational flexibility for doallni; witti un^^xpocted prubk^mcJ 

- V/liat are the Structures that Need to ChfinfTo and Why? 

We nover iaunv until the "iir-hour,^'* t^map decides. We observe three broad 
dimensions? of organ! z.at ional- fmie tionlng. These are: unity, internal res3pon- 
siveneSG, and external responsivenor.i^, 

1. Unity, The first property of beiiig a system is coherence and centered- 
nessv An open system has a unity, but this unity is not at the price of internal 
fragmentation or closedness toward the system\s outside environment, 

r. Internal Responsiveness. An v)pcri system is not fragmented. All parts 
aro^ nn^poiunvo and functionally interdependent. No part can bo a rigid ^'empire". 
The parts of an open system are themsolveM' open systems, 

J, External Responsiveness. The open system does not achieve its centered- 
ness by fencing itself off from zhe outside. Unlike the fanatic, who becomes 
unified by a closed, over-simplified world view, the open system is both centered 
and open. It is open both ini^ornally and externally. 

otudy of the hifrhe.>t fulfillment in individuals is limited to the persons 
who have aehleved that high level of bein^:. By the same token, study of the 
"health" of organi::'itions is limited to those organi^^.ations which have reached a 
higher state of fulfillment. The optimal potential of a given organ i '/at ion seems 
to be very existential and geared to the stated goals and purposes of the organi- 
zation. 

How Will the Changes Occur? 
My experience is in highly creative and exciting ways. In higher education, 
some of the outcomes have been: 



I, The (*onvort^ LcMi of n no'»r!y biiiknipt [^rlvriLr colh^/^c in U) n viable 

state tuitH'^'t^tod iii;.^t 1 tution wiln :\ (|ua*trup ! (ui riiroi Inient. 

Tho mcrnc'^i' of tw(^ nationMl pro<\;:viM()iifi U ori^'iiii zat Ion;} thai had boon 

n Tho^ .itabll i:,in^: id' n t'dit\u\Io\ ri^ht yrar pow(?r iitruKi^lo amoar: tho 
truGtooa of a coiranunity colloi^^, 

4. The implementatiou of an ongoing! planning and administration by ob- 
jectives processes in a small, suceessful, liberal arts college. 

Sujninai'y 

I believe we have gone full -ycle now. I started with the issue of how 

to get leaders to obtain, think about ^ and utilize good data. I explored the 

deep and penetrating nature of a diagnostic review and self-study and the need 

for existential problem solving. At the n-ame time, I suggested an open systems 

model for examining data. I al:;o addressed t|io problem of how does the change 

process work and how this prooo^;": uppilec to the ^iginal issue of teaching 

and motivating leadership persons lo obtain and utilise data and apply it to 

J- 

improve organizational functioning. 
s 
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